
IX!-ENSE BIVISION 

9 WASHINGTQM, B G 20548 ’ \ 

Lzeutenant General PO Jo Sackton 
Comptroller of -the Army 

Dear Geae~~l Sack-Lo~+ - . 

The General Accountmg Cfflce has made a survey of an Army 
Resource llznagenent System (WS) proJect at the Army Inf~try Center, 
Fort Benning, Georgia, Cur primary purpose la undertakzng the survey 
was to obtain an understanding of the Army's proposed Resource Nanage- 
men-t System in order to be better prepared to carry out our response- 
bilzty for revielr and approval of accountzng systems should formal ' 
approval be requested by the Department of Defense (DOD) for any 
accounting system evolving from R&E. 

It is our understandLng that resource management systems are to 
include all procedures for collecting and processing recurring quan- 
tltative informat;lon that relates to resources and 1s for the use of 
management G Based on the initial requirements and basic polzcies pre- 
scribed by DOD for improvement in resource management throughout the 
department, the Army prepared a menualto explain how the required 
procedures could be Installed and used at class I mstallatkonsB More 
specifically, the manual furnished procedural guidance dessgned to lrn- 
prove and fully integrate progarriming, budgeting, accounting, and man- 
agement lnformat~ono 

mo vn+evf nf -i-he vnml 7~: reflected by I& titles OF the chap- 
ters:-- program and budget guidance, program management, budget manage- 
ment, accounting and data management, and performance measurement and 
analysis. The chapter on accounting and data management was designee 
to provide the advance guidance needed for carrying out those account- 
2ng and ~eportlng reqiuremcnts identified as ProJect l?RIIVE planned for 
amplem.entatlon on July 1, 19670 Although ~0-ill. implementation of ProJect 
FRR'X ITas deferred, the accounting procedures in the Army manual were 
tested in fiscal year 1968 by Sixth U, S, &my, and portions of these 
procedures are being applied Army-Wade during the current fiscal year, 
The Army recognized that the remaining procedures were incomplete, 
rcquirlng further development and improvement prior to implementation, 
Respouslbrllty for overcoming these voids and fulflllzng the need for 
a more complete and worlmble manual was asslgned to the ULT, S, Contl- 
nental Army Wmva.nd (USCOHARC), 



Establishment of Army RI45 Task Force and obJcctzves 

To plan and durect the requrred developmental work and tests, 
USCOWfiC organued a Task Force of nine offllcers under the dzrect 
supervzsion of the Chief of Staff at Fort Benntig, a Third U, $3, Army 
installat~onO In the absence of contractual assistance originally 
planned, the Task Force was aJlcreased to 13 offLcerss 

The objectives establLshed for the Fort Benning project placed 
maxImum emphasis on the development of an effective system of program’ 
management (the process of planuzng and evaluating the use of resources 
to accomplish assigned tasks) since this area offers great potential0 
These ob;ectives were addressed to the broad 3?24S conce-@,s and &Evolved, 
to varyllzg degrees, all chapters of the manual to the exclusion of 
those procedures being developed and tested by Szxth U, SO Armya Re- 
sponslbzllty TT~S placed on the Fort Benning management and data proces- 
smg personnel for performing the necessary tests and evaluatmg the 
proposed procedures Q The coordination to assure compatabllz.ty between 
the procedmes for programmlllg, budgeting and performance measurement 
berng developed and tested at Fort Bennfng and those for accou&ing ’ 
and data management developed by Stih U, S, Army ITas limsted and 
further work will be reqtired by the Army before finalizing its RMS 
manual* 

Nore need for timely and more effective program and budget guidance - 

Because of the -Jmporta.nce of gudance from hqher headquarters 
in program and budget preparation, the inh-tlal Task Force obJective 
was to review both the timing and adequacy of gudance recezved by 
installations under the existLng system and to evaluate the proposed 
procedures for program and budget guldsnce, The Task Force found that 
upon receipt of guidance from higher headquarters, the available time 
to develop, publish, and submit the annual installatkon budget was 
usually less than a month and scme act~vitles had less than a week 
in which to prepare their portions of the budget, The Task Force 
cone1 uded that thus was insuffaclent tame for proper renew and 
analys -Is * 

4 
The great number of budget changes each year, particularly durzng 

the fourth quarter, was attributed largely by the Task Force to the 
falure of h@.er headquarters to be responszve to fundLng require- 
ments of the anstallatlon, since large amounts of funds were not disg 
tributed to the mstallatlon w&i1 near the end of the year rather 
tnan durjng the year as needs zrosec The gudance was often jncom- 
plete, and at tunes there uas no appa_rent relationship between finan- 
cial gu3&ance and program or Trorkload gJldz,nce. During the tes%s, 
installataon staff members repeatedly cl-ted the lack of progwn and 
budget guldonce from higher headquarters as an obvious deterrent to 
the systematic programmug and fxxancxal pls.nung processes envxsioned 
under Rr5, 
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The rev3ew made by the Task Force xsdlcated that the currcn+Lly 
proposed procedures, z.f followed, wouJd prov~dc txnely and adequate 
guxdance for mstallataon program and budget formulation -purposes0 
Further, the Repartment of the Army, cognizant of defzcxencaes in 
gui.dance, has initiated several pro$cts desxgned to nmprove program 
and budget guidance to subordinate commands0 L-t is evGl.ent that -these 
proJects are crucial 1x1 the successf@ ~xplcmentati.on of RMS and war- 
rant maximum emphasxo 

Development and test of procedures for programxmng and budgeting 

The developent and test of program formulation procedxtxs stress- 
lng the increased use of qusntxtatlve program data and the xntegratlon 
of programming and budgeting and readLness of tactrca2 units was car- 
rled out xnstallatxon-wade ot Fort Bennlng 1x1 three steps, These 
steps, each about, three months zn duracxon, xx9uded (1) formulation 
of a proposed operating program for the thxrd and fourth qusrters of 
fiscal year 1968, (2) comparison of the program prepared for the thud. 
quarter >nth actual performance or output, and (3) formulation of a 
proposed instaU.ation opera-tang pro@?am and budget for fiscal. year 
1969. Included 1.11 steps (1) and (3) were tests of the procedures. ' 

The required program formulation procedures Involved the deter- 
mination of m33sl.oa requirements 1x3 quIt"cltat.Lve terms, constraints 
lim~tlng accomplrshment of these requLrements, and selection of appro- 
priate alternat3ve50 AU act~v%tles were required to search for mean- 
ingful performance or workload xtdicators and to determAne the valadLty 
and utllsty of quantxtat~ve program data as a basis for their program- 
ming actLonso 

As a first step toward the ultimate RMS goal of programxnang for 
a& chargrug to each organizatzonal wit 100 percent of all its meas- 
urable expenses, units and activAtxes prepared programs of thezr 
requxrements for (1) military personnel, (2) use of motor pool vehi- 
cles, aud (3) scrvxes 01 mstallation support maintenance shops, 
lnxtlal test procedures requued the - -.*p-)- --.a iid+Ll5Aat1Gn of prGjeLtc\: ,il"""f 
pool and installation support maintenance requuements xnto workloads 
and the personnel resources needed in these areas4 r. 

A detailed comparison was made of proJected maxItenance and motor 
pool requirements for one quarter wL-kh actual use of these 4x70 support 
sernces o Despite the paucaty of usable historxal performance and 
cost data, the need for more speclfLc program guidance from higher 
headcpjrtc~~s, aid the I;e;rness of XE techniques, the comparxson Andx- 
cated, and we concur, that the use of programs prepared by benefltxng 
actrvxtles on the basis of qusntltative proJectaons 1s feasiblelp Once 
D$JSientcd, Ire belleve FJls can greatly facll&tate the gathering of 
data needed for establashxng the necessary cost and performance stand- 
ards* 



Information galned XI the first two steps waslused m accompllsh- 
ing the thzrd and most comprehensive step, formulatxon of a proposed 
installatzon opcratxng progran and budget for fxcal year l$6g0 Pro- 
Jetted rec@rements for personnel, use of motor pool vehxcles, and 
services of support mamtenance shops were translated anto the required 
personnel and material resourcess The conversion of these resources 
into service charges to be budgeted f6r by benefltxng activities and 
into znternal. budgetary data for use by the Wo support activati3es 
concerned was then accomplished by r&,sxng predetermined cost factors0 
MaJor support-type activities were required to prepare their programs 
and develop their oxm budgets, Tactical-tyj?e units prepared onl.y 
their operating programs, and the installation headquarters staff 
was given responszbility for converting those operating programs 
into financial terms for budgetary purposes, 

To assist activities in developlang their programs, the Task Force 
pioneered the development of sn I-nstallataon plan of operatron, a 
single-source document in which all essential planning information 
is gathered. In effect, this document 1s deszgned to provide gmdance 
to installation activities In much the same manner as needed guidance 
is received by the installation from higher headquarters, L-t Includes 
narrative guidance, specific ObJeCtlW?S and tasks to be accomplished, 
unit personnel and equxpment proJectxons, and guidance in the form 
of traznmg requirements and przoritles to be observed, While tests 
of the plan revealed a need for refxnement and for greater accuracy 
1~1 proJectmg personnel, equipment, and status of readiness, the plan 
was considered to be a useful planning tool and conveyed an awareness 
to unrts of the interrelationship between missions, programs, and 
resources e In our oprxllon its use LS consistent with the long range 
goal of attainmg greater readiness capabxlxty from ava?&ble resources 
at an ulstallatlon and is essential to the effective execution of RM,c3 
procedures requiring closer coordznation between all staff elements, 

In developxng and testing program formulatxon procedures, the 
Task Force attempted to detern?lne the needs of wzmgment P+ thy 
various organlzatronol levels and to simplify and adapt the procedures 
to existing lnformatlolz systems, Since the sernces of m2Ltary per- 
sonnel, motor pool, and maintenance shops had previously been provided 
"free" to benefiting activities, 1-t was necessary to provide new forms 
and procedures trlth which to relate the planned use of these resources, 
both quantitatively and fmancsally, to the benefxtimg actxmtxes, 
Dzscussed below are some obscrvataons and ~on~1usz~0n~, both ours and 
those of some of the responsible installation officials, resulting 
from tests of these procedures, 

1, Program~mg and budgeting for milstary personnel 

In proJectlng personnel strengths for individual unnts and actzv- 
itles for fxcal year 1969, particularly at thus traznmg orzented 
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installation rnth a high turnover of personnel, zncomplete gu.Ldance 
from higher headquarters, tiscussed prevLously, reduced the quality 
of the lnstallatlon plan of operation untended for use 112 asslstlng 
actlvltles to estm1ate their personnel compositton and cost, The 
lack of reullstic lnformatlon on such matters as nonproductive tme 
and procedures for reconcllrng borrowed and loaned mzlltary labor 
among actavstzes created some problems0 Also proJectlons of milztary 
personnel for urnts were not useful in those cases where the knvolved 
personnel performed services for other actlvltles which were to be 
charged for the3.r servxces. This sLtua-t;lon usually preve~ls m units 
whose personnel are used prlmarlly m admlnistratave actlvltxes at 
traulag oriented installations, 

Contlnucd effort is required to obtain solutions to such problems. 
The attention that is being focused on fznding solutions for accountzng 
purposes should lead to the necessary solutrons for program and budget 
formulation purposes0 Progress LS being made m these areas* 

Some levels of Army command have been reluctant to accept the 
concept of control through budgetzng and accountring for total costs, 
including the cost of maILtary personnel, Arguments against this 
budget concept are based on the premise that (1) local commanders 
have no control over the assagnment of mz&tary personnel to their 
installations, (2) the requlsement for an offsetting reductzLon in 
operatron and maintenance oblsgataon authority, known as the reduce- 
bllity feature, when mllltary personnel costs exceed the installation's 
approved operating budget, LS unrealastic and burdensome, and (3) the 
costing of mllltary personnel assagned to tactslcal vnxts is of lattle 
or no management benefit, 

T~EG reluctance 1s understandable in vLew of the highly central- 
ized control over such matters as the assignment, gromotlon, and career 
developen% of mllltary personnel and theu treatment in the past as 
"free" resources, Adherence to such a concept rLs not in keeping mth 
F34S concepts for improvllag management for a number of reasons, some 
of lrhlch follow, 

The Fort Bennlng operating budget for fiscal year 1969 usang pra- 
posed RIG procedures revealed that (1) 69 percent of the total operating 
costs wele composed of m~l~tary personnel. costs and (2) the services of 
m3L-tary personnel are s1gnlflcant in v3ztually all 3nstallat~on ele- 
mcnts. To hold colrlmanders and managers responslb3.e for only the remain- 
ing 31 percent of the= operatln g costs is a questionable prac-llce at 
best- The need for budgetmg and accountlug for mxl3.tary personnel 
costs may be allustrated by the fact that m the Fort Bennsnng motor 
pool the h~$~er cost-per-hour for mAdary labor than for civilian 
labor was generally nexther knoll, nor suspected, by managers przor 
to the tests of RllS procedures, AJso as a result of obtaL,mng total 
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ma.Menance costs during tests of RI33 procedures at a Suth U, S1 Army 
mstallat~on, 1-b was found that the cost to repair some low cost items 
may ofteu exceed thextr replacement cost, \ 

It is doubtfld zrhcther many managers 1-a Government or business 
have complete control over such matters as the assignment and devel- 
omcnt of personnel 3-n their actlvltieso There 1s little doubt, how- 
everg that a complete knowledge of total costs for these resources 1s 
fundamental to the fostering of cost conscxousness and the making of 
informed management decisions, p sxticularly ~1 the choice of altexna- 
-Lives o Tl2ule the reduczballty feature could impair the ElexlbJllty 
desired m man&ng resources, zt should not, as long as there is no 
slgn1Szcant or ~~eal.LsL1c mismatching of funds made available to 
lnstallatlons by higher headquarters, We belleve that fa;Llure to 
Include mLlltary personnel as a resource to be managed in the best 
yosslble manner would be completely mccmpat3,ble rath the basxc RMS 
concepts or with acceptable business mana&emen-t; pxacticese 

2, Programming and budgetsng for motor pool services 

No signlflcant diffLcultzes were experienced Ln programming and 
budgeting for motor pool resources on the basis of miles of use pro- 

Jetted by the user actlvltI.es* The necessary charges to cover the 
costs of motor pool operations, maintenance, dxzvers (both clvsllan 
and mshtary), and overhead were computed for users on the basis of 
locally develo;?ed standard rates per male fox drovers and for each 
vehicle of a specLflc category0 

It tras found that this method, however, would ne&thcx assess low 
mileage users the2.r fair share of costs, nox encovxage them to xetuxn 
vehicles to the motor pool when not in uses Conversely, usexs such 
as dependent schools (funded by the Department of Health, Educatzon 
and Welfare) which average over twice the motor pool norm for miles 
per driver how would be over-budgeted. To provide for moxe accurate 
b dgc-kq,, ;rocrdurec: vere revlscd so that driver costs ml1 be pro- 
graaLmed and budgeted on the basis of driver hours* Also, the Task 
Force is recommending that conszderation be given to another alterna- 
tlve Trhereby users would program and be charged for vehicles on 'ch%, 
basis of hours of use where such an approach would encourage more 
cfflcient utilization. The results of the W&h -Army test XI& how- 
ever, u1 all probability dictate the manner 1.n whach programing and 
buclgetlng for motor pool services ~1-13 be accomplzshed, 

In addltlon to more efficient ut7lization of vehicles and the 
r~rovldlng of cost information needed by managers of benefiting actLv- 
ltles for miprovlng management of 'cheer resources2 other benefil;s to 
be rcallzed by charging users for the costs of services were ~llus- 
tratcd d~;Llg the tests of program and budget procedures for the 
motor pool. In progrsmmsng for the distribution of total motor 



pool costs to users, 1'~ became apparent thst the m-Ll~tary family housing 
actnity had not been bearing Lts proper share of such costs, CorrectJ.on 
of this coadrtlon resulted m more accurate accouultring and in allocation 
of charges to the proper approprlatLon account,, 

3. Programming dnd budgeting for lnstallatlon masnten&YLe ServLces 

It was orlginslly planned for act1vLtles to program for equipment 
maintenance rcqulrements on the basis of their equLpment usage proJected 
in terms of such measurements as miles, rounds fired, aad hours0 Tests 
of the proposed procedures revealed difficulty 1~. proJe&ng equipment 
usage because of the lack of hlstorlcal usage data and lnexperlence 
associated wkth a high personnel turnover, While addleMona1 rccord- 
keeping and experience could overcome this diffzculty, a more serious 
problem TTas recogz13.7edo Unlike the direct relataonshzp betTreen costs 
and usage for motor pool vehzcles, there was no established relat;aon- 
shop bctrrecn equipment usage and the maintenance shop operating costs 
expressed in terms of items processed, the standarrd unzt of measure 
for all malntenamce actlvztles. 

Inltlal efforts to convert the quantitatz-ve equipment usage pro- 
Jectlons X&O maintenance workload data proved to be somewhat cumber- 
some and lnconcluslveo This convers1o.n procedure falled to take into 
account other factors affecting maintenance, such as condLtlon of the 
equ_cpment, quAii?~cations of the operators, and terrain, or environ- 
mental/cllmatlc condltsons under which the equzpment was used, 

In WXCTJ of these problems, the Task Force 1s studying the feast- 
blllty of alternatzve procedures for possAble inclusion 1n the manual, 
These z.nclude (1) proJectlon, by actlvLties, of the number of Items 
In each equapment category to be submztted to the mslntenance shops 
and (2) pro JeCiXOn on the basis of equipnent densitzes, The maan 
features of the fust alternative, which rt 3s belaeved will be svb- 
stantlated by results of study, are that exzsting lnformataon systems 
can he used to ald the benefltlne actzvlty in making more accurate 
proJectzons of ICS maintenance requirements, translate the proJected 
reqrurements into malntemance resources, and greatly reduce the paper- 
work and uncertamtles of the converszon process* % 

In order to meet management needs, the progrslnming, budgeting, 
and accounting for malntenrance 1s to be done by andlvLdua1 equipment 
cateCorles. The proposed procedures are mtegxated with the Army's 
Production, Planning and Control (PPW) system srhlch, With mxnor 
recision and add-on programs, ~~11 pronde the necessary ma~ntenaace 
data on personnel hours and costs, parts costs, and overhead costs. 
The procedures were found to be feasible through actual tests at 
Fort Bennmg, In studs-es currently being made that could affect the 
P?zX: sys-tan, the requirements for future implementation of B&IS main- 
te-ce procedures should be kept 3.n mind, 



Procedures for performance measurement and analysis 

Closely integrated troth program Sormulatlon and execution are pro- 
posed procedures for performance measurement and analyslso The ultI.mate 
ob ject~ves of pzrformam.ze measurement aild analysis are to prov.&e the 
commander and his managers at any point an time w&th an evaluatzon of 
the resources berng used 1x1 relation to the tasks being performed, the 
impact created by changes m resourcesg and the effectiveness and effl- 
clency rrith Trhlch avarlable resources are being managed, The advantages 
of proqh Identlflcatron of potential problem areas and of causes of 
shortf slls are obvious o 

Jn I-eepng 171th these obJectzves, detailed procedures and forms 
have been prepared and arc now bezng tested by several actLvi%les at 
Fort Bcnn~ ngo Although hampered by incomplete progra~a and budget 
guidance from hl&er headquarters and by the lack of fuLl..y developed 
standard5 as guLdelzncs, the lnitlal test results have been emcourag- 
mg o ITLth further unprovements ZLM these procedures as a result of 
current tests, theLr expanded application ~~11 facilitate the gath- 
ermg of data needed XI establlshlng standards requxred for FNS / 
impleinentatzon. 

Accomplashment of other ObJectlves 

The Task Force desqned and developed automatic data process&ng 
concepts to facilitate Lntegratubg quantltatzve data wzth budgeting, 
accountmg, managemeni 3nformatron, and reportxng requArements for 
motor pool and support marntenance services, Nechanzzed procedures 
rrere prepared for these concepts and were tested In the preparation 
of the desired program and budget data for motor pool and support 
malntenancc operat3.ons. These procedures were used to convert work- 
loads ~zto resource requirements (men and materials), dlstr3-bute the 
costs to users> and provide data considered useful in managing the 
two servrce actzvltles, while retazning tbe integrity of funds appro- 
p-l 91-4 few ml1 JZsry person_n_cl and for operat-on and maintenaulce h 
While both the converszon factors and the mechanized procedures re- 
qulre further refinement, the Task Force has accomplished a great 
deal of the necessary gromdwork, 8% 

The use of a stsndardlzed Integrated system for data management 
will nin-lm~zc the Jrorkload of RIG reqLuremen-ls and eventually facrli- 
tate a reduction ~1 manpolrer resources consumed by the multitude of 
cxlstrng reporting systems o (Recurring reports at Fort Benning re- 
qurre about 250 thousand man-hours annually). Although the Task 
Force ms successful zn ldentlfylng some excessive budget data to 
be e32r,mnated and recmmended some changes ln reports so as to coor- 
dinate fundIng Irrth worELoad data and make the reports more useful, 
It Tras able to make lrttle progress In the reduction of reporting 



requirements e Any sqnlf2.cant reduction in 3nstalLLon reporting 
m.11 probably be feasible only after an 1nte(yated RflIS system for 
data management becomes 0peratJ onalL “k 

Throughou-L the tests, the Task Force studied exlstlng staff re- 
spooslbllltles m order to relate these responslbllliles to any staff 
rcallgnment expected to result from changes X-L procedures under R.NS. 
IGnplcmentat~on 1s expected to require a few additional personnel, 
further tralnlng of all involved personnel, and the superimposing of 
cddrtlonsl requJremcnts on exlstang procedures dwing the shakedown 
period, but no slE;nLflcant staff changes or reorganizations are inti- 
cated, 

* x -x 3s -% 

h planning the Fort Benning proJect, the Army realized that rnany 
of the procedures were undeveloped or completely untried, and that the 
assqqed obJectzves lrere ambztlous for the assagned tame framer How- 
ever, the urgent need was recognized for improvzng relzablllty 02 pro- 
Jetted requirements, p rovidlng ratlonsl Justlflcatlon for obtaining 
resources, matching resources srath stork accomplished, and encouraging 
and motlvat3ng management toTTard the attainment of greater realness 
capablllty from available resources o 

V~thout the use of additional resources, p ractscable methods were 
sought and procedures were developed and tested for lntegratlng pro- 
grammzng, budgeting, accounting, and reportmg, Closer coordlnat;zon 
of all staff sectlons end increased Involvement OS all actlvltles was 
obtalned In preparmg an RIIS operating program and budget for fiscal 
year 1969 e As evidence of the worthiness of RN3 concepts and proce- 
dures, commanders expressed the opinion that theu: personnel acquu*ed 
a much greater alrs,reness of the resources provided to them through 
their partlclpatlon In the tests, More important, the proJect pro- 
vldecl basic research necessmy ior the &Ue~d,.LdtlOll Of & SiGEGSEiZ 

snstallatlon resource management procedural manual now belslg compiled, 

Since the start of the Fort Bennlng progect, practically all of? 
the Army snd Department of Defense staff members responsible for its 
establishment have moved to other posltlonsa. As a result, the Task 
Force has exTerlenced considerable dlfflculty in obtalnmg needed 
mds.nce and deflnltlve responses to its recommendations, A con- 
certed effort on the part of h-q&cl hLadquartcrs trill be reqmed for 
the mprovenent of progran and budget guidance, the encouragement of 
installations to develop useful cost and performance data, and the 
reflnemcnt of K S procedures by consolldatlng into a revised RMS 
procedural manual the results obtalned from both the Fort Bemaing 
proJect and the Sucth U, S, Army tests, 

-9- 



We belrevc the benef'Lts to be realized from a positive approach 
toward an unproved mntcgrated maaagemeaat system through the use of 
l3ls procedures deserves posltlve recogn-itlon and contxued encourage- 
merit. 

'k 
Copxes of this letter are being sent today to the Assistara”c Secre- 

tary of Defense (Comptroller) and the Assistant Secre-tary of the Army 
(Fsnanci.al Kanagement)B 

Sincerely yours, 

Dame1 Earth 
Assocxate Dirrec-tor 




